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In this paper we report on the first experience – t o the knowledge of the authors – 

using the Outcome Mapping approach in media develop ment. This approach consists 

of a participatory, flexible methodology that helps  to build a culture of learning into 

projects. We have adapted Outcome Mapping to the ne eds of SjCOOP (Science 

Journalism Cooperative), a mentoring programme that  builds an international network 

of journalists who specialize in reporting on healt h, environment, science and 

technology. SjCOOP supports individual as well as o rganisational relationships of 

journalists in developing countries using a blendin g of strategies including a 

dedicated web-based technology. With this overview of the project and of our ongoing 

monitoring activities we make the case that Outcome  Mapping can be used in many 

other projects in the field of media development. 

 

The Mentoring Programme 

 

The SjCOOP mentoring programme (Science Journalists’ Coop erative) builds on the idea 

that journalists in general are willing to help and cooperate with their colleagues world wide. 

The programme establishes mentoring relationships between science journalists from 

different countries with the objective of enhancing the professional development of journalists 

in the developing world who cover health, environment, technology and science. While in 

many other programmes journalists from poor countries are trained outside their working 



environment (e.g. through scholarships, workshops or university courses), this programme 

supports the journalists while they work in their normal working environment. 

SjCOOP was started in 2006 by the World Federation of Science Journalists (WFSJ), a 

federation of national, regional and international science journalists’ associations world wide. 

The WFSJ promotes the role of science journalists as key players in civil society and 

democracy. Thus its goals are to improve the quality of science reporting, promote 

professionalism and support science journalists worldwide. SjCOOP has been made possible 

thanks to more than US$ 2 million in grants from Canada’s International Development 

Research Centre (IDRC), the United Kingdom’s Department for International Development 

(DfID) and the Swedish International Development Agency (SIDA). SjCOOP has started in 

Africa and the Middle East, and an expansion of the project to Latin America and Asia is 

currently being planned. 

 

In the first stage of the project there are three groups: Anglophone Africa, Francophone 

Africa and the Arab world. The activities are coordinated by three regional coordinators, 

respectively based in Abuja (Nigeria), Yaoundé (Cameroon) and in Cairo (Egypt). The 

general management of the project is done at the headquarters of the WFSJ in Canada. 

Another member of the team is a consultant from Germany who acts as an internal evaluator 

and who is in charge of building Outcome Mapping into the project. 

 

During its first two years of operation the project brought 60 aspiring science journalists 

(mentees) from some 30 countries in Africa and the Arab world together with 16 experienced 

science journalists (mentors) from Africa, North America, Europe and the Arab world. 

Mentoring is done at a distance, mainly via a dedicated online platform, as well as by email 

and telephone. Mentors assist with all aspects of the work of a science journalist: identifying 

good stories and sources, helping with contacts to scientists, commenting on writing and 

editing, finding outlets for freelancing, as well as advising on career moves and how to deal 

with editors. 

 

Web-based Resources and Face-to-Face Meetings 

 

Numerous activities and strategies are required to support distance mentoring. Mentees can 

use a collection of web-based resources on the project’s online platform. They are also 

encouraged to use internet communication tools like Skype, Skypecasts or Yahoo! 

messenger. And they can benefit from an online course in science journalism for which eight 

lessons have already been written and made publicly available. This course covers major 

practical and conceptual issues in science journalism, such as how to find and research 



stories, exposing false claims, how to pitch to an editor, turning crisis reporting to advantage 

and so forth – topics that are relevant to beginners in journalism as well as more experienced 

reporters and editors in all regions of the world. The authors of the course are experienced 

journalists from many different countries and many mentors and mentees of the SjCOOP 

project are involved in developing and improving the course. 

 

At least once a year, during the two-year duration of the programme, all participants meet 

face-to-face. This meeting is a chance for mentors and mentees to work closely together and 

to become better familiar with other participants in the programme and with the tools that the 

programme makes available to them. The meeting also includes field visits to scientific 

institutions, press conferences or a major scientific meeting in order to hone skills related to 

covering science on the ground. (The first such face-to-face meeting was held during the 

U.N. Climate Summit in Nairobi in November 2006; the second will be held in 2008 in Qatar 

in cooperation with the Qatar Foundation and Aljazeera Network). Moreover, participants 

take part in special regional workshops which include various contacts and exchanges with 

scientists and journalists. 

 

Supporting New Associations in Developing Countries  

 

Another major SjCOOP component is providing support for the establishment of national 

associations of science journalists. Associations are a major step towards the professional 

development of journalists who cover special subjects like health, environment, technology 

and science. SjCOOP supports associations mainly through the partnering, or “twinning”, of 

newly established science journalists’ associations with long-established ones. One example 

is the twinning between the Arab Science Journalists Association – which was established in 

December 2006 – with the National Association of Science Writers in the United States, 

which was established in 1936. Another example is the twinning of Cameroon’s science 

journalists’ association with France’s Association des Journalistes Scientifiques de la Presse 

d'information. In addition, Kenya has been twinned with the Canadian Science Writers' 

Association, Nigeria with Germany’s Science Journalists' Association, and Uganda with the 

Association of British Science Writers. SjCOOP supports the twinned associations by 

providing means for consultancies, exchanges and the organization of select activities such 

as training workshops and attending conferences. 

 

Success Stories and Major Difficulties 

 



After one year of operation we can say that the programme has seen its first positive results. 

A large majority of the mentees appreciate exchanges with other colleagues and mentors. 

They have profited from the practical help their mentors gave them to improve their 

journalistic skills. Several mentees have found new freelancing opportunities thanks to the 

contacts of their mentors. Many of them have extended their journalistic activities within their 

own news organisation. Some have won scholarships. Several groups of mentees have also 

had the opportunity to attend conferences, travel for field trips in other countries and meet as 

groups. At the same time all mentors have gone through a process of intensive learning in 

using modern web-based technologies and have been involved in discussions on 

approaches to science journalism. Even more importantly, they have received a practical 

training of trainers through their involvement in the programme. 

 

Also, the relatively large-scale of this project in science journalism in Africa and the Arab 

world has had regional consequences. The newly founded Arab Science Journalists 

Association has been and is being introduced to important partners and foundations in the 

Middle East. There is increased likelihood that the SjCOOP project will have led to 

strengthening Arab science journalism on a regional scale. In Africa, there is now a 

conversation between the African Science Academies and the African science journalists 

and their associations. The African Science Academies have asked the World Federation of 

Science Journalists and its African members to organize a half-day session of their 2008 

meeting. This conversation is already showing the way to greater quality and sustainability in 

science reporting in Africa.  

 

At the same time the project has encountered a number of difficulties. Two examples shall be 

given here: Thirteen mentees and three mentors did not show the involvement that was 

expected of them. Also the online platform has caused problems of various kinds: Several 

participants faced difficulties in accessing and using the platform, mainly due to lack of 

knowledge but also due to real technical problems. Also, as in many other e-learning 

projects, the traffic on the online platform decreases as time passes after a face-to-face 

meeting. 

 

The project management team was able to deal with these difficulties through regular 

monitoring activities which had been built into the project from the very start. The data which 

had been collected throughout the first year allowed the team to become aware of problems, 

ask the right questions and react accordingly. So in the cases of the difficulties mentioned 

above the team decided to replace some mentors, devote more resources to a smaller 

number of mentees and to intensify the online tutoring activities. 



 

This kind of quality management was made possible through an evaluation framework based 

on the Outcome Mapping approach which will be briefly outlined in the following paragraphs. 

 

Dealing with Complexity: Outcome Mapping 

 

Outcome Mapping is an integrated method of planning, monitoring and evaluation which 

takes complexity of developmental problems into account. The environment most projects 

work in can change due to factors that are beyond the project team’s reach. Things that were 

taken for granted at the outset of a project may have changed by its end. Things that caused 

big concern at one point may turn out to be less important at a later stage. Thus a tool is 

needed that enables a project team to react quickly to changing situations. Outcome 

Mapping provides for a participatory process that builds a culture of organizational learning 

and evaluative thinking into a project. 

 

The main focus of Outcome Mapping is to measure changes in the behaviour of people and 

organisations with whom a development initiative works with most closely. So it is not 

enough to create information, disseminate it and raise awareness. It is the action people take 

that counts; in other words behavioural change that can be observed through a monitoring 

and evaluation process. These measured “outcomes” of the project’s partners are 

considered to be a guiding “map” in the complex, changing and at least partially unknown 

territory the project team chooses to be active in. 

 

While many evaluation frameworks urge the project team to prove that its activities have 

major societal impact, Outcome Mapping takes a more modest approach. It takes into 

account the fact that development processes are difficult and that the sphere of influence of a 

project team is somewhat limited. External actors or unexpected effects may have positive or 

negative influence. But by working closely with the partners and understanding their actions 

a project team can learn to continuously adapt strategies and monitoring procedures – and 

thus hopefully help change the situation. 

 

Outcome Mapping was first established by a group of Canadian evaluation experts working 

for the International Development Research Centre (IDRC) who developed this framework in 

opposition to the commonly used Log Frame Analysis (LFA) or Results Based Management 

(RBM) approaches. They had encountered many practical as well as theoretical difficulties in 

their evaluation work with LFA and RBM. These and other related tools very often imply 

oversimplified linear cause-and-effect relations between the project output and the societal 



impact. All monitoring and evaluation activities here eventually try to prove that a specific 

intervention has caused the impact desired. Very often the accountability requirements of 

these frameworks lead to unnecessary bureaucracy or misuse of the frameworks. Meanwhile 

Outcome Mapping is more partner focused; the main question asked is not “Does our 

intervention work?” but rather “How can we help our partners?” (However there is an ongoing 

debate among experts on whether and how it is possible to combine Outcome Mapping and 

LFA in a fruitful way). 

 

Although Outcome Mapping limits its measurements to outcomes only (i.e. behavioural 

changes of partners), it does, at the same time, establish a vision of the human, social and 

environmental betterment to which the programme hopes to contribute. This vision statement 

is created through a participatory process with the people the project team works with; or the 

“boundary partners”. However, the people involved in the project are not held accountable for 

actually reaching this vision. Instead they create a list of future outcomes (again, behavioural 

changes) which are used as a basis for monitoring and evaluation. These guiding outcomes 

(so called “progress markers”) are the building blocks of a flexible project theory which gives 

orientation to all the people involved. 

 

Monitoring Behavioural Changes in SjCOOP 

 

In the case of SjCOOP, the project team works with three “boundary partners”: the mentors, 

the mentees and the national associations of science journalists. A vision statement was 

developed through intensive discussions with these boundary partners. Also long lists of 

“progress markers” were suggested, revised and adapted several times. For example, in the 

case of the mentees the project works with some 20 “progress markers”, which include a 

wide range of outcomes indicating that a certain change process is actually happening, e.g. 

“finding a way to regularly access the internet”, “improving their writing skills with the help of 

the mentor”, “applying for journalism awards”, “creating science beats or new science 

media”. 

 

A selection of these “progress markers” are being monitored using four different methods: 

mentees are interviewed on the phone, mentors fill in questionnaires regularly on their work 

and the progress of their mentees, the content on the online platform is analysed and the 

tutors of one of SjCOOP’s components, an online course, write regular status reports.  

 



It is through the combination of these methods that the project team is able to understand 

data, learn where the difficulties of the project are and take decisions based on insights from 

different angles. 

 

In addition to monitoring “progress markers”, Outcome Mapping also provides very useful 

tools for strategy development. The different project activities mentioned in the first part of 

this paper have been developed and revised on the basis of an Outcome Mapping element 

called the “strategy map”. It cannot be described in detail here but the basic idea is to 

systematically combine a variety of activities on different levels that help the mentors, 

mentees and associations achieve their outcomes. 

 

It should also be mentioned that we experienced Outcome Mapping to be a very time-

consuming endeavour. Keeping the debate alive and yet structured is not always easy, as is 

taking the right choices and finding good compromises. So far the project’s evaluation 

resources were mostly spent on participatory planning as well as data acquisition. A more 

detailed data analysis remains to be done – possibly by an external evaluator. 

 

The general conclusion, however, is very positive: mentees and mentors do not mind 

participating in the monitoring requirements as they have been involved in it from the onset of 

the programme. In fact, the monitoring process gives them a feeling of ownership of the 

mentoring programme, as they know that their reports, interviews and discussions help their 

own learning process and the project’s success. 

 

Outcome Mapping in Media Development 

 

In monitoring and evaluation it is a challenge to keep a good balance between sometimes 

conflicting issues like leadership and participation; administrative systems and creativity; 

rigor of evaluation and utility of evaluation; product-oriented work and process-oriented work; 

accountability and learning. Outcome Mapping certainly starts on the 

participatory/creative/utility/process/learning side of the balance (see viewgraph). However, 

as a project evolves, it is possible to steer the monitoring and evaluation efforts in such a 

direction that the other side of the balance gains more weight. Once the creative, 

participatory process of designing a project is under way it certainly is important to tackle 

issues like rigor of monitoring or questions of accountability. This certainly holds true as 

Outcome Mapping can be combined with many other methods that the evaluation 

practitioners as well as communication scientists have to offer. 

 



We can safely say that Outcome Mapping as a process is something that works well for 

journalists or media-practitioners in general. They can be easily convinced by a monitoring 

and evaluation approach that is about interaction, quick reaction to situations, and creating 

ambitious visions, while at the same time involving a down-to-earth method for collection of 

useful data. An important concept behind Outcome Mapping is avoiding jargon and putting 

certain aspired outcomes into clear and specific terms that are easily understood by 

everyone involved. This, again, is something media professionals enjoy doing. In fact, they 

can be energized by it. 

 

For further reading: 

 

Sarah Earl, Fred Carden, and Terry Smutylo (2001): Outcome Mapping. Building Learning 

and Reflection into Developmental Programs. Download: http://www.idrc.ca/en/ev-26586-

201-1-DO_TOPIC.html 

 

Oliver Bakewell and Anne Garbutt (2005): The use and abuse of the logical framework 

approach, Swedish SIDA, SEKA Resultatredovisningsprojekt, November 2005. Download: 

www.sida.se/shared/jsp/download.jsp?f=LFA-review.pdf&a=21025)  

 

Further resources: 

 

The World Federation of Science Journalists: http://www.wfsj.org 

 
The International Development Research Centre, Evaluation Unit 
www.idrc.ca/en/ev-26266-201-1-DO_TOPIC.html   
 
Outcome Mapping online community: www.outcomemapping.ca  
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